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Administrative decentralization has succeeded in the accomplishment of

one of its goals, creating a closer working relationship between administra-

tion and the schools. In the centralized system, ofttimes principals needed

advice, support or directions in crucial decision matters which only the

superintemlent could give. At such crucial times it was difficult for -)ne

person to be available to some one hundred sixty principals. Currently

there are four persons, some 35 or 40 princinals responsible to each

of them, who are charged with the responsibility of providing these as well

as other services to principals and teir statfs.

Included in the resnonl-;ibilitY for th ,. day-to-day operation of the

schools was the charge to worl- for the improvement or C-ese operations as

they related to community involvement, pupil services relati%g to discipline

and attendance, instruction, administrative nlanning and Punil achievement.

-he Area Off7-!_co. are staffe' ,.th personnel to facilitate these functions.

An examination of the organia!ional CI.Irt of the '!emnhis City Schools

u'll reveal these re-y are carri,_.1 out and under such

ar. orFhnization, total t.o." involYement in change maY ho more of a reality

than in a more encomnascing structure.

')veri-i o. 1 urgani:!atlonat chart shm'ing F;uperintenclent, deputies,

assistants, etc.

The deputies for instructional services and business arfairs alom;

with their staffs form the supportin service arms of the system. They

participate in ancl mal:e decisions affectin!,, sy!-,tem-wHe matters. The



'deputy superintendents serve as the superintendent's cabinet.- The execLtive

depuy is the operational officer. As you see, through him the area super-

intendents bear direct responsibility fo:- sL;hool operations.

Mile the area superintendents are memhers of the superintendent's

staff and participate in deliberations of sstem-wide or global problems,

their major resnonsihility allows them to spend most of their time and

ene:gies working directly with the schools.

The instructional consultants, shown on the chart, constitute an

important groun of people. Note their relationships to the principals and

teachers. Their major responsibility is working directly with principals

and teachers to improve instruction. It is this linkage that actualizes

total staff involvef;.ent in change. A reversible conduit is formed among

the area sup(:intendent, thc, consultant, the princinal and the teacher.

Direct linkages exist between the consultant and teachers, beteen the

consultant and principals and bet-oen the consultant and area superintendent.

This same diiect linkage is nresent between nrincinnls and area superintendents.

Total staff imtolverent is achieved in a varctv of ways in the Central

Area. First, there are regulat-meetinos between the instructional consultants,

who spend anproximatelv Y of their tine in the scl,nols, and the area super-

intendent. Instructional and curr'_culu71 pr(,1-,12 id s nd pan!; are dis-

cussed, research carried out and variou'l neans of i7!,-)1,!entation are developed

by this staff. ft is our position thai wo should genr:rate ideas and develop

alternativ25; ,:hat are c 1Lcncinc to teachers and principals. ITe vieu our-

selves as catalys ; for innottation and change. e -11.o function ar; explorers

of possible alternatives to innovation and change either to overcome a pro-

blem or bring about inprovements where desired. are the idea people.

Consultants also get ideas, suggestions and r,?quents fcr new corr5-;es or

curriculum revisions directly from the teachers with whor- they wo:tk.



Secondly,-principals meet with the area superintendent after each

report card period. -Senior high principals usually meet at one of the

schools, junior high and elementary principals generally meet in the

area office. Senior and junior high school report card periods -coar six

weeks while elementary school reports go to parents each nine weeks. These

meetings deal specifically with the principal as the instructional leader in

the school. The instructional successes and failures, innovations and changes,

curriculum needs and the principals' activities in these areas during that

report card period are discussed and critiqued. The principals share ideas

and formulate plans to carry back to their staffs. The numbers of persons at

each meeting are nine senior high (si% regular and three special schools),

nine junior high and twentytwo elementary principals. The elementary prin

cipals are diVided into two grouPS to facilitate dialogue. This grouping

changes ith each meeting. These meetings began by asking principals to

submit specific job tasns relating tn specific goals and objectives. Note

merio 9./74. This activity encouraged their thinning beyond the routine

t::.s. Planning for charge and instructional leadership by the principals

were our goals for these early Eessions.

indiHdual art:! encouraed and do meet with the area

surintendent and/or the conitant discuss ideas for innovative pro-

grams in their schools. Freedom to ini:iate change and trv out different

ideas tlw area. Tt is cur'conviction that t1i ,.? building principal.

is the focus of successful change and :motional i7iurovement in the

schools. That person must understand and accept the basic concept that the

principal is and nu.;t be tne instructional leader in the various schools.

"Leader" is emphasied not proscriber or authoritarian director. Teachers

must he involved in planning their instructional programs. The success or

failure of any program, idea or concept is related directly to acceptance

and involvement at the huilding level. Many seemingly good ideas or
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innovations have died just outside the classroom teachers' doors or out-

side of the school building. We feel that the chronicle of e/ents detailed

had the proper mix of leadership and involvement to insure their success.

Let us look at an idea that was developee into an area-wide program

at the elementary and junior high levels. The idea grew out of a con-

tinuing concern for the lack of achievement among large numbers of students,

which resulted in many youngsters entering the seventh grade without the

skills necessary for success at that level. As with students nationwide,

these youngsters were deficient in reading, language arts and mathematics.

Like other Hyscems, Memphis has utilized federal funds in the implementation

of reading programs, mathematics programs and other activities designed to

help the underachieving students. Local funds have been used to staff a
--

reading center whose basic responsi ility is to improve reading through

teacher training and through selection of materials appropriate for children's

readinv levels.

While all of these efforts produced some loositive results, the overall

problem still persisted. The elementary consultants, dnring a Series of

sessions with this administrator, came up with the idcc of concentratim; in

the areas of reading, langun and nath. .Crucial to C:ese discussions wuis

to Y'aat extent the elementary currIculun could or should be chang,e in

order to provide for greater emphasis and tine on these skill subjects,

Selected elementary prinCionls were invited to bring one or tuo of their

teachers to a meeting, in the area office to discuss the idea. Their

reactions were quite favorable. Subsequent meetings beteen those teachers

and the consultants resulted in tbe initiation on a pilot basis of "The

Minimum Skills" program of the Central Area. The conceot of minimum

skills embraced the identification of certain !ikills in reading, language
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and math tuat students must master in order to move from grade six. These

were minimum skills youngsters would need to function pt the seventh

grade level.

The chart overlay No. 2 shows -;ome of these minimum skills.

The identification an0 targeting of master7 of these skills pin

pointed teaching goals for teachers. They could identify the progress

their children-were making through simple assessment procedures and check

lists (show checklist). Very favorable results were reported to all Central

Area elementary principals. Some liked the idea and were ready to take it back

to their teachers. Others, especially those where a majority of their students

were already achieving above these minimums, expressed reservations. Dialogue

brought out the concept of teaching for skills with teachers in each school

determining the skills levels above the minimum their students should reach.

Also, individual school staffs woul0 make decisions regarding curricUlum changes

that ould be necessary to incorporate the minimum shills concepts into their

programs. It was generally accepted that elementary schouls in the Central

Area would embrace the "s!inimum Shills" program beginning with the 1974-75

school year. This was approved by the superintendent 1 s stnff.

Schools presented different formats for accomplishing the minimum

skills. Some incorporated th teaching of the s:Alls into their regular

procedures while other's designed special activities and schedules.

Gordon overlay and one or two others (!2xpand).

Schools rePnrtPd in 1975 n_fl 1976 thqt- moct ynnn,zFt,.rs mnving ernm

grade six had mastered the minimum skills. Some problems still exist for

those youngsters on the border line. Principals, parents and tnnchers

must determine what seems best for the individual child. That is, in
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cases where a youngster has not mastered the minimum skills, other factors

such as age, physical maturity and emotional impact must be considered in

deciding whether or not to retain the student. Decisions are made on an

individual basis.

This brings us to the next p'aase of involvement. r.uring the spring

semester, senior high principals meet with junior high principals of feeder

schools and junior high principals met with elementary principals of their

feeder schools. These series of meetings are scheduled and arranged by the

senior and junior high principals with the accepted understanding that junior

high and elementary principals will attend. Beginning in 1975- the minimum

skills project provided a specific agenda for the junior high and elementary

principals' meetings. All facets of student transition and inter-school

working relationshi-)s aro discussed in these meetings. The border-line

achievers are discussed and some determination made as to where their needs

can b!'tst be met durinp the ensuing year. Overlay - 5/5/75 memo. As a result
-

of these meetings the follouing 7:710 Tas circulated. Lr:ewise, sixth grade

teachers meet with seventh grade teachers in t'.1 receivinp junior high schools.

These series of meotings al.e beginning to develop closer instructional link-

ages zmong the elementary nnd jUnior high teachers as they relate to students'

needs, streir,ths and eaknesses. Although sntisti.cal anilyses have not been

made, junior high principals report that incoming seventh graders have

shown definite improvement in shills nastery for the last two years.

The elementary-junior high linkage enabled us to introduce the con-

cept of minimum skills at the junior htgh level in the major academic

areas: English/language arts, mathematics, social studies and science.

The discussfons were initiated with the four secondarv instructional

consultants. In-depth exploration took place durin sorie of meetings

with these persons. Wh-ul the concepts were pretty well formulated with

the consultants, they were presented to the junior-high principals at a

7
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meeting where the consultants were present. Again, in-depth discussions.,

questioning and idea refinement took place between the principals and

consultants.

The principals carried the concepts and plans for development back

to their respecLive faculties. All schools agreed to participate in the

Planning phase. This is where we feel that total involvement was achieved.

As you will see, every teacher who vas going to be affected had the opportunity

to participate in the development process and make decisions regarding what

was to be included.

The teacher3 in each school, bv subject,area grouping, i.e., English -

language arts, mathematics, science and social studies, selected one of

their menbe:s to work with the respective instructional consultant in develop-

ing the 'minimum skills" for that particular subject area, grades seven

through nine. Suggestions and ideas flo-ed from teachers in the schools to

the corimittee of teachers and consultants. 7he materials developed were

carried hack to the individual faculties for review, suggested changes, etc.,

following each meeting. The committees net and worked regularly for

some four or fiye months.

What was viewed as a very simple and quick task by one consultant, for

example, turned out to be a very involved one. There were very beneficial

spin-offs at the individual school levels because of this process. One

exanple was, teachers of the same subject at the same grade level in one

school did not know what the others were doing. Having to discuss and develop

proposed skills at the school level created a closer, more coorierative

working relationship among teachers.

The consultants reported back to the principals in late April. Most

of the day was spent examining and discussing what the committees had Oone.
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The overlay represents a part of the langu'age arts and mathematics skills,

along with part of the mathematics pretest.

The principals carried the materials back to their faculties. Each

was charged with the responsibility of having the faculty develop its

plans for implementation of the minimum skills program. The ultimate goal

is that the minimum levels will be on par with the grade levels, hence the

. skills are /eevaluated and revised where necessary each year.

This memo 9/3/75 - overlay No. 3 to principals illustrates how the

emphasis for program development was placel at the individual school level.

It is our firm conviction that meaningful change must be developed at

the local school level.

We are currently in the second year of the junior high program. As

with the elementary schools, each lunior high school is pursuing its own

course regarding the integration of the minimum skills concept into its

program. Principals, individually, are called upon to report how the

minimum skills concept was presented by their teachers during the p/4vious

six or nine-week period. These reports must be specific. Thus, some

evaluation of participating is accomplished at regular intervals during the

year. Consultants are also involved with their teachers on an almost daily

basis and make progress reports on the schools.

We feel that our role was fulfilled because each school and its faculty

had to take an in depth look at the instructional proc,ran and processes in

operation. Intra- as well as interfaculty communication was generated.

These connunications centered around a specific point and an identified

objective. Thus, the adninitrative office created an environment and

ser/ed as a catalyst for cham-,e and innovation at the individual school

level.
9
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